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CAREER AND INTERNATIONAL ASSIGNMENT FIT: TOWARD AN 
INTEGRATIVE MODEL OF SUCCESS 

JEAN-LUC CERDIN AND MARIE LE PARGNEUX 


This article examines how the fit between career and international assignment is likely to affect the 
success of the international assignment (IA) at its various stages. We propose an integrative model 
of IA success that encompasses three stages: pre-expatriation, expatriation, and repatriation. 

The main objective of this article is to contribute to the understanding of how individuals’ career 
characteristics influence IA success during expatriation and repatriation. In our model, IA success 
is considered from both the individual and organizational perspective. In addition to drawing on 
the theory of fit to examine IA success during the expatriation and repatriation stages, we also use 
human capital and signal theory to examine the relationship between expatriation success and 
repatriation success. The propositions of our conceptual research provide practical and theoretical 
implications. 


THE INFLUENCE OF EXPATRIATE AND REPATRIATE EXPERIENCES ON 
CAREER ADVANCEMENT AND REPATRIATE RETENTION 
MARIA L. KRAIMER, MARGARET A. SHAFFER, AND MARK C. BOLINO 


We address repatriate retention from a career advancement perspective by developing a model 
that analyzes the effect of expatriate experiences and organizational career support on repatriates’ 
career advancement upon return to the home country. Career advancement, in turn, is expected to 
affect the repatriate’s perceived underemployment and turnover intentions. We collected data from 
a sample of 84 recently repatriated employees. Results revealed a curvilinear relationship between 
the number of international assignments and career advancement upon repatriation. Results also 
showed that developmental expatriate assignments were positively related to career advancement 
while the acquisition of managerial skills was negatively related to career advancement. Acquiring 
cultural skills, completing assignment objectives, and organizational career support did not 

relate to career advancement. In terms of outcomes, we found that perceived underemployment 
mediated the relationship between career advancement and turnover intentions. A lower level of 
organizational career support also resulted in greater turnover intentions. 
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THE COMPARATIVE ROLES OF HOME AND HOST SUPERVISORS IN THE 
EXPATRIATE EXPERIENCE 


GEORGE S. BENSON AND MARSHALL PATTIE 


This study investigates the impact of home and host supervisors on expatriate success. Using 
survey and archival data on 206 expatriates of a large U.S. professional services firm, we 
hypothesize that high-quality leader-member exchange (LMX) relationships with home and 
host supervisors have different outcomes. Relationships with host-country supervisors have 
greater influence on in-country and short-term outcomes, including adjustment and intentions to 
complete the assignment. Home-country supervisors, on the other hand, have a greater influence 
over expatriates’ subjective fit with their jobs and longer-term perceptions of how the overseas 
assignment will impact their career. Using a separate survey of home and host supervisors at 

the same firm, we found that one reason that home and host supervisors influence expatriates 
differently may be because home supervisors are more likely to see professional development as a 
goal for expatriate assignments. 


PROBLEM-FOCUSED VERSUS EMOTION-FOCUSED COPING STRATEGIES 
AND REPATRIATION ADJUSTMENT 


JEFFREY L. HERMAN AND LOIS E. TETRICK 


Failure to cope with a stressful repatriation transition can derail the global career experience. 
Repatriate stress-coping behaviors have not been examined empirically, however. This study 
explores the factor structure of an extensive array of coping strategies and their relation with 
repatriate adjustment. Data collected from 282 repatriates involved in a boundaryless repatriation 
experience reveal a factor structure consistent with problem- and emotion-focused dimensions 
documented elsewhere. Regression analysis finds negative associations between emotion-focused 
coping strategies and repatriate general, interaction, and work adjustment and positive relations 
between problem-focused strategies and repatriate interaction and work adjustment. 


PREDICTORS OF TURNOVER INTENTIONS IN LEARNING-DRIVEN 
AND DEMAND-DRIVEN INTERNATIONAL ASSIGNMENTS: 

THE ROLE OF REPATRIATION CONCERNS, SATISFACTION WITH 
COMPANY SUPPORT, AND PERCEIVED CAREER ADVANCEMENT 
OPPORTUNITIES 

GUNTER K. STAHL, CHE! HWEE CHUA, PAULA CALIGIURI, JEAN-LUC CERDIN, 

AND MAMI TANIGUCHI 


International assignments have become an important part of managers’ careers and are 
considered one of the most effective leadership development tools. Yet, studies consistently show 
that companies fail to integrate international assignments with long-term career development and 
succession planning and that a substantial percentage of expatriates leave the company upon 
completion of the international assignment. A total of 1,779 international assignees participated 

in a study that examined the factors associated with expatriate turnover intentions. The results 
indicate the importance of differentiating between two types of international assignments— 
developmental (or learning-driven) and functional (or demand-driven)—to understand expatriates’ 
turnover intentions. While we found turnover intentions to vary depending on whether 
assignments are developmental or functional, the three sets of predictors of turnover intentions 
are similar. They are (1) lower satisfaction with company support, (2) higher repatriation concerns, 
and (3) lower career advancement opportunities within the company (relative to opportunities 
available outside the company). We discuss the implications for research and practice. 
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EXPATRIATION OUTSIDE THE BOUNDARIES OF THE MULTINATIONAL 
CORPORATION: A STUDY WITH EXPATRIATE NURSES IN SAUDI ARABIA 
NIKOS BOZIONELOS 


To date, research has largely neglected individuals who become expatriates on their own initiative 
and outside the boundaries of multinational corporations. This study, which focused on 206 
non-Saudi expatriate nurses employed in a Saudi Arabian hospital, investigated the relationship 
of job satisfaction and turnover intentions with four factors: cross-cultural training, protégé 
experience, peer support, and the cultural clusters of the home and host countries. The study 
also examined the role of gender in the relationship of work attitudes with protégé experience 
and peer support. Protégé experience had the most consistent relationship with job satisfaction 
and turnover intentions, while attendance of cross-cultural training before expatriation was not 
involved in any of the identified relationships. In most conditions, protégé experience and peer 
support were associated with higher job satisfaction for expatriates of Arab origin. Finally, gender 
did not play a moderating role in the relationship of work attitudes with mentoring or peer 
support. These results shed light on the factors that help determine the success of non-corporate- 
sponsored expatriates and have implications for practice and future research. 


THE INTERNATIONAL ASSIGNMENTS OF PEACEKEEPERS: WHAT DRIVES 
THEM TO SEEK FUTURE EXPATRIATION? 


lJ. HETTY VAN EMMERIK AND MARTIN C. EUWEMA 


From a social learning perspective, factors predicting seeking future international assignments 
and that are more or less under control of the human resource management department through 
training were examined. We tested our hypotheses on data from 745 Dutch peacekeepers. It 
appears that preparation, adventurism, and cultural empathy are important factors in willingness 
to expatriate again. Peacekeepers scoring high on self-efficacy are more willing to accept future 
international assignments than peacekeepers scoring low on self-efficacy. Further, the relationship 
between adventurism and seeking future international assignments is stronger for peacekeepers 
scoring high on self-efficacy than for peacekeepers scoring low on self-efficacy. 
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EXPATRIATE PRACTICES IN GERMAN, JAPANESE, U.K., AND US. 
MULTINATIONAL COMPANIES: A COMPARATIVE SURVEY OF CHANGES 
ZSUZSANNA TUNGLI AND MAURY PEIPERL 


In this article we present expatriate management policies and practices of 136 large multinational 
companies (MNCs) based in four different countries: Germany, Japan, the United Kingdom, and 
the United States. The findings we focus on include staffing, selection, training, and success. 

By analyzing our own results as well as comparing them to previous findings, we examine the 
changes in expatriate practices over time. In the managerial and research implications sections, we 
share additional findings and our thoughts about future issues and trends in expatriation. 
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EDITOR-IN-CHIEF’S NOTE 
HRM IN TOUGH TIMES 
THERESA M. WELBOURNE 


HR SCIENCE FORUM 
HIRING FOR RETENTION AND PERFORMANCE 
MURRAY R. BARRICK AND RYAN D. ZIMMERMAN 


This study evaluated the usefulness of several prehire variables to predict voluntary 

turnover and job performance. Analyses showed that applicants who knew current employees, 
had longer tenure with previous employers, were conscientious and emotionally stable, were 
motivated to obtain the job, and were confident in themselves and their decision making were 
less likely to quit, and had higher performance within six months after hire. Results also indicated 
that prehire attitudes (employment motivation and personal confidence) did not predict turnover 
and performance beyond biodata (prehire embeddedness in the organization and habitual 
commitment) and the personality traits (conscientiousness and emotional stability). For all 
predictors but personality, the strength of the relationships weakened over time up to two years 
after hire. Nonetheless, organizations can avoid voluntary turnover and increase performance 

by basing hiring decisions on the set of predictors analyzed in this study. 


PROFIT-SHARING PLANS AND AFFECTIVE COMMITMENT: DOES THE 
CONTEXT MATTER? 
ALBERTO BAYO-MORIONES AND MARTIN LARRAZA-KINTANA 


This article analyzes the relationship between profit-sharing plans (PSP) and affective commitment 
and how it is affected by the context of the PSP application. Overall, there is a positive relationship 
between profit sharing and commitment that is strongest in very small firms. The efficacy of a PSP 
in improving employees’ affective commitment appears to be greatest in firms with low 
job-related employee participation. Its application in workplaces where employees enjoy high 
levels of participation appears to have little impact and may even result in slight declines 

in affective commitment. 


ZMPLOYER-SUPPORTED VOLUNTEERING BENEFITS: GIFT 
EXCHANGE AMONG EMPLOYERS, EMPLOYEES, AND 
VOLUNTEER ORGANIZATIONS 

JONATHAN E. BOOTH, KYOUNG WON PARK, AND THERESA M. GLOMB 


Using gift exchange theory to explain the growing trend of employers offering employer- 
supported volunteering (ESV) benefits, this article discusses the creation of exchange relationships 
between the employer and employee and between the volunteer organization and employee. 
Hypotheses derived from the employee's perspective are tested with a nationally representative 
sample of volunteers (n = 3,658). Findings suggest that ESV benefits are positively related to 

hours volunteered by the employee; volunteer hours predict employee perceptions of skill 
acquisition, and such perceptions are positively related to perceptions of job success and employer 
recognition. We discuss the implications of these findings for business, employees and volunteer 
organizations, with an emphasis on human resource management policy and practice. 
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TAKING ADVANTAGE OF SOCIAL COMPARISONS IN PERFORMANCE 
APPRAISAL: THE RELATIVE PERCENTILE METHOD 


RICHARD D. GOFFIN, R. BLAKE JELLEY, DEBORAH M. POWELL, AND NORMAN G. JOHNSTON 


Social comparison theory (Festinger,1954) implies that it may be more efficacious for job 
performance raters to compare an employee to other employees, rather than to use typical 
“absolute” rating standards. We assessed whether the incorporation of social comparisons into 
performance appraisals, using the relative rercentile percentile method (RPM), would predict 
criterion variance beyond that predicted by more traditional absolute ratings of performance. 

A sample (n=170) of managers involved in an assessment center was used, and the AC center 
provided criteria by which the relative criterion-related validity of social-comparative versus 
noncomparative (absolute) appraisals could be assessed. Overall, in consonance with a 
preponderance of earlier research, social-comparative (RPM) performance appraisals showed 
incremental criterion-related validity over traditional absolute performance appraisal methods. 


TARGETED EMPLOYEE RETENTION: PERFORMANCE-BASED AND 
JOB-RELATED DIFFERENCES IN REPORTED REASONS FOR STAYING 
JOHN P. HAUSKNECHT, JULIANNE RODDA, AND MICHAEL J. HOWARD 


What makes employees stay with a particular employer? To find out, we developed a content model of 
12 retention factors in the context of previous theory and research and analyzed open-ended responses 
from 24,829 employees in the leisure and hospitality industry. Our coding of their comments supported 
the identified framework and revealed that job satisfaction, extrinsic rewards, constituent attachments, 
organizational commitment and organizational prestige were the most frequently mentioned 

reasons for staying. High performers and nonhourly workers were more likely to cite advancement 
opportunities and organizational prestige as reasons for staying, whereas low performers and hourly 
employees were more likely to cite extrinsic rewards. These findings highlight the importance of 
differentiating human resource management practices when the goal is to retain valued employees. 


EFFECTIVENESS OF ORGANIZATIONAL EFFORTS TO LOWER TURNOVER 
INTENTIONS: THE MODERATING ROLE OF EMPLOYEE LOCUS OF CONTROL 
THOMAS H.W. NG AND MARCUS M. BUTTS 


In the current career climate characterized by change and turbulence, employees may demonstrate 
limited psychological attachment to their employers. Rousseau (1998) suggested that organizations 
can elicit psychological attachment from employees by reinforcing perceptions of organizational 
membership and demonstrating care and support for them. The effectiveness of these strategies, 
however, may depend on individuals’ personality traits. In this study, we examined the moderating 
effect of locus of control in the relationship among four valued aspects of the work environment— 
information sharing, job significance, opportunity for learning and availability of rewards for 
performance—and employees’ intentions to stay. In two empirical studies, we found that information 
sharing, job significance and locus of control interacted to positively affect intentions to stay and that 
opportunity for learning, availability of rewards for performance and locus of control also interacted to 
increase intentions to stay. Implications of these results for theory building and practice are discussed. 


THE EFFECTS OF EXPATRIATE DEMOGRAPHIC CHARACTERISTICS ON 
ADJUSTMENT: A SOCIAL IDENTITY APPROACH 
JESSE E. OLSEN AND LUIS L. MARTINS 


As demand increases for expatriates to manage far-flung operations in a global economy, scholars 
and practitioners are focusing their attention on the factors that contribute to expatriate success. One 
such factor is the support that expatriates receive from host country nationals (HCNs) with whom 
they work. Researchers interested in understanding expatriate success have not closely examined 

the phenomenon from an HCN perspective, however. At the same time, although we have gained a 
significant understanding of the roles of psychological, organizational and contextual variables in the 
international assignment, there is still much to be understood about how expatriates’ demographic 
characteristics affect their experiences in international assignments. Current findings regarding the 
effects of demographic characteristics often are inconsistent, highlighting the need for more complex 
theorizing. This article reviews recent research on the effects of expatriate demographic characteristics 
and proposes a social identity approach to understanding how these characteristics affect HCN support 
for the expatriate. It also seeks to develop a theory that addresses discrepancies in extant empirical 
findings, provides propositions to guide future research in the study of expatriates and discusses 
implications for both researchers and practitioners. 
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APPLYING COGNITIVE ADJUSTMENT THEORY TO CROSS-CULTURAL 
TRAINING FOR GLOBAL VIRTUAL TEAMS 


JULIA BRANDL AND LANNE-KATRIN NEYER 


Global virtual teams are faced with the challenge of developing trust in a technology-mediated 
context to overcome anxiety and uncertainty in their interactions. Research shows that adjustment 
is a function of an individual's ability to manage his or her anxiety and uncertainty in an unknown 
context (Gudykunst, 1995). We propose that the type of cross-cultural training (CCT) received can 
influence cognitive adjustment in global virtual teams. Building on phenomenology and sense- 
making theory, we argue that training needs to develop global virtual team members’ capabilities 
in dealing with the unknown rather than providing ready-made-concepts of cultures. Managerial 
implications of our theoretical discussion of cognitive adjustment and how CCT influences it are 
discussed, as are directions for future research. 


EXTERNAL LABOR MARKET STRATEGY AND CAREER SUCCESS: CEO CAREERS 
IN EUROPE AND THE UNITED STATES 
MONIKA HAMORI AND MARIA KAKARIKA 


In this paper, we examine the career histories of the chief executive officers (CEOs) affiliated with 
the 500 largest organizations in Europe and the 500 largest in the United States. Our purpose 

is to determine whether frequent career moves across employers, a phenomenon we label an 
“external labor market strategy,’ brings greater career rewards than moves inside the same 
organization. The results reveal that an external labor market strategy is negatively related to 
career success. On both continents, CEOs who have spent a smaller fraction of their career in their 
current organization or have changed employers more often have taken a longer time from the 
start of their career to be promoted to the most influential corporate positions. The labor market 
institutions in the 22 countries sampled do not influence the relationship between an external labor 
market strategy and career success, while the specific geographic region in which the employers 
are located has a limited impact on this relationship. 
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CAPITAL GAINS: EXPATRIATE ADJUSTMENT AND THE PSYCHOLOGICAL 
CONTRACT IN INTERNATIONAL CAREERS 


ARNO HASLBERGER AND CHRIS BREWSTER 


This paper argues that the notion of adjustment to careers involving international assignments 
needs to be developed further than the current literature reflects. An expatriate assignment is an 
expatriate’s opportunity to build career capital and a company’s opportunity to generate social 
and intellectual capital. The extent of the capital gains will depend considerably on the expatriate’s 
adjustment during and after the assignment, which is influenced by the psychological contract. 
We argue that our understanding of the career impact of expatriation will be enhanced by a more 
refined picture of the adjustment that expatriates experience during the assignment and during 
repatriation. In particular, we examine adjustment as process rather than as event. We propose a 
broad conception of expatriate adjustment and its link to careers. 


LEARNING BARRIERS: A FRAMEWORK FOR THE EXAMINATION OF 
STRUCTURAL IMPEDIMENTS TO ORGANIZATIONAL CHANGE 
REMCO SCHIMMEL AND DENNIS R. MUNTSLAG 


The body of knowledge on organizational learning is believed to be large and fragmented. 
Therefore, this knowledge seems to be of limited use to practitioners. We, however, present 

an alternative review of the most important publications on organizational learning that deals 
explicitly with learning barriers. The structural causes of problems with organizational learning are 
related to malfunctioning components of the cybernetic learning system of the organization. Thus, 
it became clear that the body of knowledge on organizational learning is less fragmented and does 
not contain any contradictions. This resulted in our construction of a framework in which the major 
contributions on organizational learning are integrated. It allows practitioners to use strengths of 
multiple theories to analyze change management problems. 


PREVENTING BURNOUT: THE EFFECTS OF LMX AND MENTORING ON 
SOCIALIZATION, ROLE STRESS, AND BURNOUT 
CHRISTOPHER H. THOMAS AND MELENIE J. LANKAU 


Halbesleben and Buckley's (2004) review of burnout research suggested a lingering need 

to examine the relationship between social support and burnout. We address that need by 
investigating Leader-Member Exchange (LMX) and mentoring as sources of workplace social 
support. We used data from 422 employees in a health care setting to test three structural 
models investigating the direct and indirect effects of LMX, supervisory mentoring, and 
nonsupervisory mentoring on organizational socialization, role stress, and burnout. Results 
suggest that high-LMX supervisors and nonsupervisory mentors serve as resources that 
minimize emotional exhaustion through increased socialization and decreased role stress. 
This study advances the literature on burnout by clarifying the effects of different types of 
social support in reducing burnout. 
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DEALING WITH ROUGH TIMES: A CAPABILITIES DEVELOPMENT APPROACH 
TO SURVIVING AND THRIVING 
SUSAN ALBERS MOHRMAN AND CHRISTOPHER G. WORLEY 


Leaders during a deep and prolonged downturn should introduce organizational practices that 
build capability in the organization, not only to better withstand the uncertainties of rough times, 
but also to emerge stronger for the future. We present a set of organization design changes 

that can create closer connections to the marketplace and use knowledge in the organization to 
introduce new ways to deliver value better while consuming fewer resources. During rapid change 
and extreme threats, steering the ship is not sufficient. Leaders must introduce approaches that tap 
employees’ energies throughout the organization. 
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MOVING BEYOND A LEGAL-CENTRIC APPROACH TO MANAGING 
WORKPLACE ROMANCES: ORGANIZATIONALLY SENSIBLE 
RECOMMENDATIONS FOR HR LEADERS 


CHARLES A. PIERCE AND HERMAN AGUINIS 


The goal of this article is to encourage human resource (HR) leaders to think more strategically 
about managing workplace romances. The traditional legal-centric management approach 

focuses on minimizing risks of workplace romances. We advocate embedding the legal-centric 
approach within a broader and more strategic organizationally sensible approach that provides 

a balanced focus on minimizing risks and maximizing rewards of workplace romances. Drawing 
from the empirical workplace romance literature, we derive a set of organizationally sensible best- 
practice recommendations that HR leaders can adopt to manage risks and rewards of romantic 
relationships in organizations. Implementing our more strategic recommendations should provide 
the added benefit of elevating HR professionals’ roles as organizational leaders. 
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HR SCIENCE FORUM 


KNOWLEDGE AS A MEDIATOR BETWEEN HRM PRACTICES AND 
INNOVATIVE ACTIVITY 


ALVARO LOPEZ-CABRALES, ANA PEREZ-LUNO, AND RAMON VALLE CABRERA 


The objective of this paper is to test how human resources management (HRM) practices and 
employees’ knowledge influence the development of innovative capabilities and, by extension, a 
firm's performance. Results confirm that HRM practices are not directly associated with innovation 
unless they take into account employees’ knowledge. Specifically, our analyses establish a 
mediating role for the uniqueness of knowledge between collaborative HRM practices and 
innovative activity, a positive influence of knowledge-based HRM practices on valuable knowledge, 
and a positive contribution of innovations to the company’s profit. We tested hypotheses in 

a sample of firms from the most innovative Spanish industries through structural equation 
modeling. 


KNOWLEDGE PROCESSES AND LEARNING OUTCOMES IN MNCs: 
AN EMPIRICAL INVESTIGATION OF THE ROLE OF HRM PRACTICES IN 
FOREIGN SUBSIDIARIES 


BERNARD L. SIMONIN AND AYSEGUL OZSOMER 


By examining the case of American and European firms operating in Japan, this article contributes 
to the central debate of how and when multinational corporations (MNCs) learn from their foreign 
subsidiaries. Through structural equation modeling, we assess how specific human resource 
management (HRM) practices (critical thinking encouragement, supervisory encouragement, learning 
incentives, deployment of internal mechanisms and processes, expatriation, and corporate training) 
enhance (1) knowledge transfer outflows from the subsidiary to other parts of the MNC and (2) the 
subsidiary’s performance in its local market. We find learning orientation to be a key antecedent of 
all HRM practices we investigated. From a practical point of view, a noticeable finding relates to the 
lack of effects of critical thinking encouragement on market knowledge acquisition and dissemination 
when (1) there is a significant presence of expatriates in the subsidiary and (2) when local managers 
have access to training programs at headquarters (HQ) and other affiliates. 


TRANSFERRING SUBSIDIARY KNOWLEDGE TO GLOBAL HEADQUARTERS: 
SUBSIDIARY SENIOR EXECUTIVES’ PERCEPTIONS OF THE ROLE OF HR 
CONFIGURATIONS IN THE DEVELOPMENT OF KNOWLEDGE STOCKS 
SACHIKO YAMAO, HELEN DE CIERI, AND KATE HUTCHINGS 


We examine the role played by subsidiaries’ human resource (HR) practices in the development 

of subsidiaries’ knowledge stocks (defined as human and social capital) and the association of 
such knowledge stocks with knowledge transfer from subsidiaries to headquarters in multinational 
corporations (MNCs). Drawing on a survey of 151 Australian subsidiary senior executives of U.S., 
German and Japanese MNCs, our findings suggest that the role of subsidiaries’ HR practices lies in 
nurturing ties between a subsidiary and its external stakehoiders and in accumulating knowledge 
of strategic importance not only for the subsidiary but also for its headquarters. 


THE KNOWLEDGE ECONOMY: EMERGING ORGANIZATIONAL FORMS. 
MISSING MICROFOUNDATIONS, AND KEY CONSIDERATIONS FOR 
MANAGING HUMAN CAPITAL 

TEPPO FELIN, TODD R. ZENGER, AND JOSHUA TOMSIK 


In this paper we outline an increasingly predominant, “communal,” perspective of the emerging 
knowledge economy and explore its emphasis on various non-market mechanisms of production. 
Although the communal perspective suggests organizational forms, governance mechanisms, 
and knowledge processes that may facilitate knowledge creation and knowledge transfer, we 
argue that it misses the seemingly contradictory trends of organizational disaggregation and the 
foundational importance of market mechanisms in knowledge creation. We contrast and partly 
reconcile these two perspectives of the knowledge economy and highlight key considerations 
related to the microfoundations of knowledge and human capital management. 
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A MODEL OF KNOWLEDGE-SHARING MOTIVATION 
MARYLENE GAGNE 


In this article, | present a model of knowledge-sharing motivation based on a combination of the 
theory of planned behavior (TPB) and self-determination theory (SDT), along with a review of 
research supporting the model and suggestions for future research and methodologies to study 
knowledge-sharing behavior. | aiso give suggestions for designing five important human resource 
management (HRM) practices, including staffing, job design, performance and compensation 
systems, managerial styles, and training. 


INTERUNIT INTERACTION CONTEXTS, INTERPERSONAL SOCIAL CAPITAL, 
AND THE DIFFERING LEVELS OF KNOWLEDGE SHARING 


KRISTIINA MAKELA AND CHRIS BREWSTER 


Firms use different structural arrangements to carry out their internal work, and interunit 
interactions that take place in the context of these arrangements may have different consequences 
for knowledge sharing. We explore four contexts of such interunit interaction—interunit meetings, 
project groups, cross-border teams, and expatriate/ repatriate interactions—and we examine 

the extent to which they are associated with social capital and knowledge sharing. Data from 
structured interviews with multinational corporation (MNC) managers, which we explored using 
MANCOVA/ ANCOVA and regression analysis, showed that cross-border and expatriate/repatriate 
interaction contexts are associated with more interpersonal trust and shared cognitive ground than 
interunit meeting and project group ones, and the expatriaic/repatriate context with more shared 
cognitive ground than all other contexts. The regression results show a significant relationship 
between the cross-border team and expatriate/repatriate contexts and knowledge sharing. We also 
find that affective and cognitive social capital mediates the relationship between cross-border team 
and expatriate/repatriate contexts and knowledge sharing. 


HR PRACTICES, INTERPERSONAL RELATIONS, AND INTRAFIRM KNOWLEDGE 
TRANSFER IN KNOWLEDGE-INTENSIVE FIRMS: A SOCIAL NETWORK 
PERSPECTIVE 

ROBERT KASE, JAAP PAAUWE, AND NADA ZUPAN 


We adopt the social network perspective to develop a conceptual model and examine the 
relationship between human resource (HR) practices, interpersonal relations, and intrafirm 
knowledge transfer in knowledge-intensive firms. Our results indicate that work design, along with 
training and development HR practices, can shape the structural relation. At the same time, both 
also exhibit potential for shaping affective and cognitive relations within a firm's social network. 
While the effects of work design along with training and development HR practices on intrafirm 
knowledge transfer are primarily mediated by interpersonal relations, we found some evidence for 
arguing that incentives and motivation HR practices directly affect intrafirm knowledge transfer. 


HR LEADERSHIP FORUM 
DYNAMIC HR: GLOBAL APPLICATIONS FROM IBM 
SHAD S. MORRIS AND ROBERT CALAMAI 


As business leaders increasingly understand the importance of effectively managing a global 
workforce, attention turns to the human resource (HR) function. But as HR groups focus largely 

on best practices, they lose sight of the constantly shifting demands of a global environment that 
requires next practices. We propose a new Dynamic HR framework that allows HR managers to 
constantly renew and reintegrate their practices throughout the organization in a way that focuses 
on flexible entrepreneurship and coordinated networking among dispersed HR managers. Such 
demands require HR managers that are not only connected with one another across the globe, but 
are also one step ahead of shifting local and global demands. Using practical examples from IBM, 
we discuss techniques that might help HR become more dynamic. 


THE VITAL LIAISON ROLE OF HOST COUNTRY NATIONALS IN MNC 
KNOWLEDGE MANAGEMENT 


CHARLES M. VANCE, VLAD VAIMAN, AND TORBEN ANDERSEN 


This paper broadens the conceptualization of multinational corporation (MNC) knowledge 
management to include the importance of active involvement in a liaison role by host country 
nationals (HCNs), particularly those working directly with expatriates. Based on our field research 
and work experience in international settings as well as current research literature, we identify 
and consider several beneficial components of this liaison role in local knowledge management, 
including cultural interpreter, communication facilitator, information resource broker, talent 
developer, and change partner. We also call for future research to help build upon our present 
model and to provide practical guidance in human resource (HR) policy and practice to help 
organizations take advantage of this potentially valuable liaison role. 


BOOK REVIEWS 


PETER CAPPELLL. (2008). TALENT ON DEMAND: MANAGING TALENT IN AN AGE 
OF UNCERTAINTY. BOSTON, MA: HARVARD BUSINESS SCHOOL PRESS, 304 PAGES. 


REVIEWED BY DANA L. TUCKER 


STEWART D. FRIEDMAN. TOTAL LEADERSHIP: BE A BETTER LEADER, HAVE A 


RICHER LIFE (2008). BOSTON, MA: HARVARD BUSINESS PRESS. 248 PAGES. 
REVIEWED BY ARIANE OLLIER-MALATERRE 


BRUCE E. KAUFMAN (2008). MANAGING THE HUMAN FACTOR: THE EARLY 
YEARS OF HUMAN RESOURCE MANAGEMENT IN AMERICAN INDUSTRY. 
ITHACA, NY: CORNELL UNIVERSITY PRESS, 376 PAGES 

REVIEWED BY WAYNE F. CASCIO 


NUMBER 5, SEPTEMBER/OCTOBER 2009 


EDITOR-IN-CHIEF’S NOTE 
HRM FOR HR PROFESSIONALS (OR "HR FOR HR") 
THERESA M. WELBOURNE 


HR SCIENCE FORUM 


PSYCHOLOGICAL CAPITAL: A POSITIVE RESOURCE FOR COMBATING 
EMPLOYEE STRESS AND TURNOVER 
JAMES B. AVEY, FRED LUTHANS, AND SUSAN M. JENSEN 


Workplace stress is a growing concern for human resource managers. Although considerable 
scholarly and practical attention has been devoted to stress management over the years, the 
time has come for new perspectives and research. Drawing from the emerging field of positive 
organizational behavior, this study offers research findings with implications for combating 
occupational stress. Specifically, data from a large sample of working adults across a variety of 
industries suggest that psychological capital (the positive resources of efficacy, hope, optimism, 
and resilience) may be key to better understanding the variation in perceived symptoms of 
stress, as well as intentions to quit and job search behaviors. The article concludes with practical 
strategies aimed at leveraging and developing employees’ psychological capital to help them 
better cope with workplace stress. 
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HR MANAGERS AS TOXIN HANDLERS: THE BUFFERING EFFECT OF 
FORMALIZING TOXIN HANDLING RESPONSIBILITIES 


CAROL T. KULIK, CHRISTINA CREGAN, ISABEL METZ, AND MICHELLE BROWN 695 


Toxin handlers are organizational members who help colleagues manage negative 
emotions in the workplace. Although toxin handling activities help distressed employees 
remain productive, they put the toxin handler at risk of emotional exhaustion. In this 
research, more than 400 HR managers described their experience managing emotionally 
charged employee problems. We found that formalizing toxin handling responsibilities 
provided a buffering effect: HR managers whose organizations had made handling 
emotionally charged employee problems a formal part of HR responsibilities experienced 
lower levels of emotional exhaustion and perceived HR as more effective, even when they 
engaged in high levels of toxin handling. Formalizing toxin handling responsibilities 

may protect HR managers from harm and ensure that they maintain the toxin handling 
function in their organizations. 


THE INTERCULTURAL COMMUNICATION MOTIVATION SCALE: 
AN INSTRUMENT TO ASSESS MOTIVATIONAL TRAINING NEEDS OF 
CANDIDATES FOR INTERNATIONAL ASSIGNMENTS 


BERND KUPKA, ANDRE M. EVERETT, STEPHEN G. ATKINS, MARION MERTESACKER, LYNNE WALTERS, 
TIM WALTERS, ANDREA GRAF, L. BROOKS HILL, CARLEY DODD, AND JURGEN BOLTEN 717 


The Intercultural Communication Motivation Scale (ICMS) is a tool to assess the intercultural 
communication motivation of candidates for international assignments. The ICMS performed 
well in four studies conducted with undergraduate students in New Zealand, the United States, 
the United Arab Emirates, and Germany. Generally showing a stable 5-factor structure, high 
test-retest correlations, very high Cronbach's alphas, and almost no social desirability bias 

in self and peer evaluations, the ICMS is sensitive enough to detect test-retest differences. 
Thus, socially responsible strategic international HR programs can use this scale to 

reliably evaluate employees and their families for specific international locations. 


A META-ANALYTIC INVESTIGATION OF THE RELATIONSHIP BETWEEN 
HRM BUNDLES AND FIRM PERFORMANCE 


MAHESH SUBRAMONY 745 


Human resource management bundles consisting of multiple complementary practices are 
typically considered superior to individual best practices in influencing firm performance. 

This study investigates the relationship between three such bundles (empowerment, 

motivation, and skill-enhancing) and business outcomes (retention, operating performance, 
financial performance, and overall performance ratings). A meta-analysis of 239 effect sizes derived 
from 65 studies reveals that HRM bundles have significantly larger magnitudes of 

effects than their constituent individual practices, are positively related to business outcomes, 

and display effect sizes that are comparable to or larger than those of high-performance 

work systems. These findings reaffirm the case for firm-level investments in synergistic 

HRM combinations and highlight the importance of investing in complementary practices. 


THINKING STRATEGICALLY ABOUT INTEGRATING REPATRIATED 
MANAGERS IN MNCs 


AVAN R. JASSAWALLA AND HEMANT C. SASHITTAL 769 


Although multinational corporations (MNCs) invest considerable resources in sending managers 
on foreign assignments, too many managers report dissatisfaction with their post-repatriation 
careers, and a significant percentage leave the firm within a year. This failure to harness learning 
and develop a cadre of globally trained managers raises questions about the current objectives 
and strategies that drive the investment in expatriation. A study of managers who had recently 
completed their expatriate assignment points to underorganized home office operations, poorly 
defined mentor roles, and large gaps between managers’ expectations and reality as key 
contributors to the problem. This paper calls for a strategic orientation toward managing the 
expatriate function and proposes a comprehensive configuration of processes, systems, 

and structures necessary for implementing new strategies for developing the next 

generation of globally trained managers. 


WHEN EXPATRIATES EXPLORE OTHER OPTIONS: RETAINING 
TALENT THROUGH GREATER JOB EMBEDDEDNESS AND 
REPATRIATION ADJUSTMENT 


YAN SHEN AND DOUGLAS T. (TIM) HALL 


This paper introduces the concept of job embeddedness to research on international assignments 
to help explain how the processes of expatriation and repatriation might lead to such outcomes 
as strengthened person-organization fit or career exploration. It develops a model with a related 
set of theoretical propositions, based on a comprehensive literature review covering international 
assignments, adult development and career theories, job embeddedness and career exploration. 
The paper also presents implications for future research, as well as practical implications for 
assignment practices and career interventions for organizations trying to retain their valued 
repatriate talents and, thus, secure a greater return on their investments in talent development. 
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SEXUAL HARASSMENT TRAINING: RECOMMENDATIONS TO ADDRESS 
5APS BETWEEN THE PRACTITIONER AND RESEARCH LITERATURES 
ELISSA L. PERRY, CAROL T. KULIK, AND MARINA P. FIELD 


Sexual harassment training is a common human resource activity and the practitioner literature is 
replete with advice about how to implement it. Little research, however, has specifically explored 
what makes sexual harassment training effective. This paper uses what we know from general 
training research and theory and sexual harassment research to assess the extent to which the 
practitioner literature is making relevant and reasonable recommendations for sexual harassment 
training. We identify practitioner-research gaps in the literature, including areas that academic 
research and theory suggest are important for training effectiveness but where the practitioner 
literature falls short. The practitioner literature may be silent; offer incomplete advice; make 
recommendations that do not directly link to research findings; or present recommendations 

that are inconsistent with research findings. We recommend that these gaps be bridged and 

we provide specific suggestions for how Human Resource managers can improve 

the quality of the sexual harassment training they provide. 
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MANAGERIAL CHARACTERISTICS AND WILLINGNESS TO SEND EMPLOYEES 
ON EXPATRIATE ASSIGNMENTS 


GEORGE S. BENSON, LILIANA PEREZ-NORDTVEDT, AND DEEPAK K. DATTA 


This paper examines the characteristics of managers that influence their willingness to send 
employees on expatriate assignments. Data from 336 senior managers in a major U.S. professional 
services firm indicate that managers who are higher up in the organizational hierarchy are 

more willing to send employees on expatriate assignments. In addition, our findings show that 
managers who have more extensive international experience are more inclined to send employees 
on such assignments and that managers with expatriate experience themselves are much 

more willing to send their employees overseas, regardless of whether they currently work with 
international clients. 


ENCOURAGING KNOWLEDGE SHARING AMONG EMPLOYEES: HOW 
JOB DESIGN MATTERS 


NICOLAI J. FOSS, DANA B. MINBAEVA, TORBEN PEDERSEN, AND MIA REINHOLT 


Job design is one of the most frequently researched practices in the Human Resource 
Management (HRM) literature, and knowledge sharing has become an important and heavily 
researched managerial practice. The links between these practices, however, have received little 
attention in the literature. We argue that job design matters to knowledge sharing for motivational 
reasons. Specifically, jobs contain characteristics that stimulate different kinds of motivation 
toward knowledge sharing, which have different effects on individual knowledge sharing behavior. 
We develop six hypotheses that unfold these ideas and test them on the basis of individual-level 
data collected within a single firm. The hypotheses are tested in a LISREL model that confirms job 
characteristics, such as autonomy, task identity, and feedback, determine different motivations to 
share knowledge, which in turn predict employees’ knowledge sharing behaviors. 


PERCEIVED HRM PRACTICES, ORGANIZATIONAL COMMITMENT, AND 
VOLUNTARY EARLY RETIREMENT AMONG LATE-CAREER MANAGERS 


OLIVIER HERRBACH, KARIM MIGNONAC, CHRISTIAN VANDENBERGHE, AND ALESSIA NEGRINI 


Using a sample of 514 French late-career managers representing a variety of occupations and 
organizations, we investigated the relations among perceived HRM practices, organizational 
commitment, and voluntary early retirement. We found that the provision of training opportunities 
was associated with the most favorable outcomes. It was related to higher affective and high- 
sacrifice commitment, lower lack of alternatives commitment, and reduced voluntary early 
retirement. On the other hand, we found that flexible working conditions and the assignment of 
older workers to new roles (for example, mentor or coach) did not have the expected positive 
effects. In addition, our results highlight the importance of disentangling the components of 
continuance commitment, as high-sacrifice commitment was associated with reduced likelihood 
of voluntary early retirement, while lack of alternatives commitment had the opposite effect. These 
findings suggest that voluntary early retirement should be incorporated as a major outcome in 
future organizational behavior research. 


WHY SOME FIRMS ADOPT TELECOMMUTING WHILE OTHERS DO NOT: 
A CONTINGENCY PERSPECTIVE 
MARGARITA MAYO, JUAN-CARLOS PASTOR, LUIS GOMEZ-MEJIA, AND CRISTINA CRUZ 


Using a contingency perspective and data from 122 CEOs of Spanish firms, this paper examines 
what makes a firm likely to adopt telecommuting. We hypothesized that employer adoption 

of telecommuting would depend on organizational constraints (age and size of the firm), the 
international composition of the workforce, and the top executives’ leadership style. In turn, we 
argue that firms adopting telecommuting would emphasize outcome-based control systems. Our 
empirical evidence showed that telecommuting correlated with small organizational size, a high 
proportion of international employees, and variable compensation. A contingent reward leadership 
style at the top moderated the effects of firm age and internationalization on the adoption of 
telecommuting. 


OUTSOURCING OCCUPATIONAL SAFETY AND HEALTH: AN ANALYSIS 
OF THE MAKE OR BUY DECISION 


IMANOL NUNEZ 


This paper investigates the factors affecting the outsourcing decision of occupational safety and 
health (OSH) services. | posit several hypotheses following the three main approaches to the make 
or buy question: (1) the transaction cost theory, (2) the resource-based view of the firm, and (3) 
the behavioral decision-making framework. The empirical analysis draws on microdata from 3,047 
Spanish firms that are legally obliged to provide organized OSH activities but free to choose the 
option to outsource. Results show that informational symmetries and increasing transaction costs 
mainly explain the decision to outsource the OSH activity. Organizational behavior variables, such 
as management commitment to safety and workers’ representation, also relate to the outcome of 
the decision but not necessarily as hypothesized. Finally, | did not generally observe the strategic 
value of safety in informing the make or buy decision. 
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THE PROS AND CONS OF REWARDING SOCIAL RESPONSIBILITY AT THE TOP 
PASCUAL BERRONE AND LUIS R. GOMEZ-MEJIA 


Overemphasis on financial performance criteria to award incentives for CEOs has often been 
mentioned as one of the main culprits behind recent corporate scandals. In response, there 
is a growing chorus for inclusion of social performance criteria in the design of executive 
compensation schemes. To date, however, very little is known about the true benefits of 

this practice. This article critically discusses the potential advantages and pitfalls of this 
recommendation. 


GLOBAL CHALLENGES TO REPLICATING HR: THE ROLE OF PEOPLE, 
PROCESSES, AND SYSTEMS 


SHAD S. MORRIS, PATRICK M. WRIGHT, JONATHAN TREVOR, PHILIP STILES, GUNTER K. STAHL, 
SCOTT SNELL, JAAP PAAUWE, AND ELAINE FARNDALE 


Global firms often struggle to replicate practices among their culturally and geographically 
dispersed subsidiaries. Part of the reason for this is that certain practices, including human 
resource management (HRM) practices, are complex and context specific. In this study, we develop 
a framework to help identify how firms might overcome challenges of practice replication through 
alignment of information systems, application processes, and people. We find that managerial 
alignment of formal processes and systems, along with informal alignment of people (shared 
objectives), improve the capability of a multinational corporation (MNC) to replicate human 
resource practices across subsidiaries. We also discuss managerial implications. 
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